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Executive Summary with Conclusions:  
Introduction: 
 
The Highland Building was constructed one hundred years ago. It is a fine example of 
turn of the century architecture –   it resembles in age and design the Gleason Public 
Library, the only other historical public building of its kind in Carlisle.  However, unlike 
the Gleason Public Library, the Highland Building has not been maintained and is in need 
of renovation and repair. Until the mid 1970’s, the Highland Building was used by the 
school for classrooms.  Since that time, the building has been leased to various tenants 
but is, at present, vacant. In its current state, the Highland Building represents a liability 
to the school and to the community.  If a decision is not made about the future of the 
building, it will, by default, fall into such a state of disrepair that the only option might be 
to tear it down.  
 
At a School Committee meeting in the fall of 2007, at which the School Building 
Committee was present, members of the School Committee voted that the Highland 
Building was no longer appropriate for school use1. In addition, a new school building 
design proposed other uses for the land upon which the Highland Building sits. An 
impasse about what to do with the building and the land on which the building is situated, 
had been reached.  It was at this point, that the Selectmen appointed the Highland 
Building Study Group and tasked the members to explore all options regarding the fate of 
the building – the costs of moving the building, demolishing the building and the costs 
associated with repairing and renovating the building.  The Highland Study Group, 
comprised of Alan Carpenito, Ken Hoffman, John Ballantine, Bob Hilton, Dale Ryder, 
and Bob Stone (Wendell Sykes served for two months) have spent the past five months 
examining and weighing all these options and are now prepared to make a 
recommendation to the Selectmen.  This recommendation is based on new information 
regarding the use of CPA funds for restoration as well as professional cost estimates of 
each of the disposition options.  The following report outlines each of the options, details 
the costs associated with each and makes a formal recommendation as to what should be 
done with the building. 
 
Conclusions: 
 
First Conclusion: 
 
The Highland Building has substantial practical value as well as historic and architectural 
value to the Town of Carlisle.  That “value” is increased by the considerable "demand" 
for space from various segments of the town government and various non-profit town 
programs.  This demand increases, or maybe even creates the "real value" of the building, 

                                                 
1 This was the Carlisle School Committee’s position in 2007.  At the time of this report 
that is no longer their position.  
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because it could be said that the building’s value only exists if "someone wants it". The 
report and analysis that follows recommends that the Highland Building be stabilized, 
restored and renovated for a “to-be-determined” use where it presently stands. 
 
The Study Group believes The Highland Building has a place in Carlisle’s future 
providing economical, flexible and attractive space, whether for Carlisle Public 
School use, other public uses or some combination of both.  
 
 
Second Conclusion: 
 
All Carlisle citizens must, after reviewing the issues, options and costs, have the 
opportunity to vote on ultimate disposition of the Highland Building. 
Given the existing value of the Highland School Building, we recommend and urge the 
Town to act immediately to preserve the building.  The process of deciding how to best 
use the building, and to put those plans into effect will take time... and that time could 
destroy the "value" (if the building deteriorates) if we do not act to preserve it. 
 
 
Third Conclusion: 
 
The entire Highland Building cannot be properly and effectively adapted to the 
programming needs of the Carlisle Public Schools. Thus, if the disposition of the 
Highland is left to the Carlisle School Committee, their only logical decision would be to 
demolish it because the School Committee would not find a financially sound school use 
for the building.  However, our study finds that there are combinations of school and 
other public uses that are feasible and that there may also be some fully non-school uses 
that are feasible. 
 
Thus, the burden of the decision, the upkeep and the execution of a plan to reuse the 
Highland must be lifted from the School Committee.  The Carlisle Board of Selectmen 
must take control of the building and must assure the CSC that they will be closely 
consulted throughout the process of creating and executing a plan for the Highland's use.  
The Highland is physically intertwined with the school campus and the Carlisle Board of 
Selectmen must assure the CSC that the school will have a REAL say in the outcome. 
 
 
Recommendation: 
 
Because the new School Building Project planning process is already underway and since 
the Highland itself has some current exposure to the elements, time is of the essence.  The 
Highland Building Study Group recommends the following action steps and time frames: 

1. The Carlisle Board of Selectmen takes control of the Highland as soon as 
possible. 
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2. A plan that presents a logical thoughtful process justifying the expenditure of 
CPA funds2 to stabilize the Highland is immediately prepared and presented to the 
Town Meeting.3 

3. Immediately following item #2 above, a repair RFP (estimated cost $409,000) is 
created, issued and awarded for stabilization of the Highland Building.  
Concurrently, a Highland Building Committee, in parallel with the School 
Building Committee, would begin an in depth study of all the possible adaptive 
re-uses of the building as presented in this report.  

4. Repairs are completed to stabilize the building by October 2009, if not earlier. 
5. Adaptive re-use options studies for the stabilized Highland Building are presented 

to the Town of final determination of use. 

                                                 
2 Estimated at $409,000. 
3 If the Town determines the Highland has “value”, then we proceed to step 3.  If the 
Town decides stabilizing and adaptive re-use of the Highland is not warranted then the 
building would remain “as is” and its fate would be determined by the School Building 
Project process. 
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Main Report: 
 
1) Our charge and our interpretation: 
 

a) The Highland Building Study Group was created by the Selectmen to “Study and 
Report Back on the Possible Uses and Ultimate Disposition of the Highland 
Building”4.  The Selectmen’s charge had three parts: 

i) Develop possible dispositions of the Highland Building. 
ii) Research possible user groups for the Highland Building. 
iii) Study the feasibility and practicality of items 1 and 2 above. 

 
b) How we interpreted the charge:  The Selectmen’s charge to the Highland Building 

Study Group was interpreted to be composed of three parts.  The three parts were: 
i) The Highland Building Study Group was instructed to conduct a thorough study 

of all possible dispositions of the Highland Building.  The possible 
dispositions listed by the Selectmen were: 
(1) On site preservation. 
(2) Moving. 
(3) Sale to other party. 
(4) Demolition. 

ii) The Highland Building Study Group was also instructed to investigate possible 
user groups.  The possible user groups provided by the Selectmen were: 
(1) Carlisle Public School. 
(2) Other town departments. 
(3) Private associations. 
(4) Non-profits. 
(5) Institutional organizations. 

iii) After the Highland Building Study Group completed tasks 1 and 2 above, our 
report was to combine them into a study of the feasibility, costs, practicality, 
historical ramifications and “does the concept make sense”. 

 
2) Discussion: 

a) The first several meetings of the Highland Building Study Group were spent 
understanding the Highland Building history. 

i) Dave Flannery, as a citizen of Carlisle, provided documentation of the Highland 
Building history. 
(1) Dave provided us with floor plans of the Highland Building.5  
(2) Dave provided us with his personal history collection of the Highland 

Building entitled “Highland Building 1908-2008”.6   
(3) Dave Flannery, Fire Chief, explained the concerns he would have 

regarding fire dept access around the building if the Highland was 
enlarged as well as existing concerns with the wood structure in a fire and 
the current lack of a fire alarm system. 

                                                 
4 See Exhibit A 
5 See Exhibit B. 
6 See Exhibit D. 
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b) We toured the building to understand the existing condition of the building.  We 

listened to Dave Flannery in his role as Supervisor Building and Grounds, Carlisle 
Public School, explain how he currently maintains the Highland Building.  We 
listened to his concerns regarding the current Highland Building condition. 

 
c) Through the Carlisle Mosquito, we researched all the previous articles written to 

understand the history of the Highland Building and previous discussions, votes, 
official positions and opinions directed towards the Highland Building. 

 
d) We obtained and read the HMFH School Campus Master plan of 2005 and 

developed an understanding of how HMFH viewed the Highland Building. 
i) We extracted all the HMFH comments regarding the Highland Building and 

created a summary document for our use.7   
ii) The Highland Building was considered unsuitable for school use by the 

HMFH report.  Their assumption at the time was that funds diverted to 
renovate the Highland Building would be better used to build new school 
space. 

 
e) We listened to Bill Risso, representing the School Building Committee, as he 

explained the School Master Plan and how the Highland Building is viewed in 
their current campus master plan. 

i) Bill provided us with HMFH’s November 2005 programming study for the 
Carlisle Public School so that we could better understand the square footage 
requirements for the Carlisle Public School to see how well they would adapt 
to the Highland Building.8    

ii) Bill also explained how the SBC sees the future development of the campus.  
Presently and in the short term, the Highland Building does present a problem 
for the campus (parking, traffic flow, logistics, etc.).  However, in the long 
term, as the campus replaces the aging single story energy-inefficient 
structures with more condensed multi-floored educational structures, the 
Highland Building would be more isolated from the campus center and have 
significantly less impact on the campus. 

 
f) John Ballantine presented us with the results of a 1990 Opinion Survey of the 

possible uses of the Highland Building that showed a desire to preserve the 
building.9 

 
g) We met and discussed the Highland issue with representatives of the Carlisle 

School Committee.  We believe the following best describes their approach to the 
Highland Building: 

                                                 
7 See Exhibit K. 
8 See Exhibit C. 
9 See Exhibit E. 
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i) The CSC is concerned that restoration of the Highland Building for school use 
would not be reimbursed by the state and therefore it would be too expensive 
to renovate it for school use. 

ii) The CSC was concerned about Highland Building security and the wood 
structure as a fire hazard. 

iii) The CSC was concerned that all the necessary upgrades to the building would 
alter the appearance of the building and it would no longer be the Highland 
Building that everyone loves. 

iv) The CSC is willing to allow the Carlisle School Building committee to study 
the possible integration of the Highland into the new School building project.  
The study would involve programmed use studies as well as “cost to renovate 
for school use” premiums, if applicable.  The information from that study 
would allow the citizens of Carlisle to make a decision regarding the 
Highlands use as a school facility. 

 
h) We prepared written questions for Marie Doyle, Super of Schools.10  These 

questions were submitted to the School Committee who, after review, obtained 
the responses from Ms. Doyle. The purpose of the questions was to obtain the 
opinions of the professional educator responsible for the safety of the campus, 
security of the campus, education of the students and the quality of life for the 
education staff on the campus.  Ms. Doyle’s responses were incorporated into the 
Option Pros/Cons portion of this report11 and summarized here: 

i) She is concerned that the building is vacant and continues to deteriorate. 
ii) She would like to see the building restored to its original majestic state but is 

concerned that any funds diverted to restore and maintain Highland would 
have to come from educational funds. 

iii) She was pleased with the Emerson Umbrella tenancy, noting that the only two 
negatives were the Emerson inability to afford to maintain the building and to 
find parking spaces. 

iv) The location of the Highland in the Master Plan makes incorporating 
Highland into the new building program difficult but not insurmountable. 

v) The preferred use of the Highland, if part of the CPS would be administrative, 
not student use. 

vi) She is concerned with non-CPS during hours when student are on campus.  
She has few concerns regarding use of the Highland during non-student hours 
(typically evening) for other-than-CPS use. 

vii) She was receptive to adaptive re-use for teacher apartments, 40B use for 
young teacher occupancy and elderly housing, believing all would make good 
neighbors. 

viii) We had several informal conversations with the Congregational Church about 
the possibility of accommodating 30 +/- parking spaces on the church lot 
(teachers or potential users of Highland).  The Church is more than willing to 
consider an explicit agreement with the town regarding access to parking.  
They want to be a “good neighbor.”  However, members of the CSC are not 

                                                 
10 See Exhibit J.   
11 See Exhibit G. 



 Page 9 of 12 

sure costs of such a contract would economical.  We feel the parking issue 
should be explored more thoroughly as a new Highland Building Committee 
is charged to prioritize uses. 

 
i) After several meetings and as a result of our preliminary discussions, interviews 

and investigations, the Highland Building Study Group developed a preliminary 
list of possible dispositions of the Highland Building (regardless of user group).  
The possible dispositions, consistent with the Selectmen’s original charge, were: 

i) Demolish. 
ii) Stabilize. 
iii) Renovate on the existing site. 
iv) Move to a new site and stabilize. 

 
j) The Highland Building Study Group concluded that the original list of possible 

user groups was to split into two sub-categories: 
i) Occupants who would be under the jurisdiction of Town government - 

Carlisle Public School use, Carlisle Public School and Town joint use and 
exclusively Town, non-Carlisle Public School use.  

ii) Ownership/occupants that would NOT be controlled by Town 
government - Private use, whether non-profit, private corporation, private 
residence or institutional use.  

 
k) This list of Possible Dispositions was expanded into the matrix in Exhibit H 

wherein we further expanded Possible Disposition and Possible User Groups.  
This resulted is 128 possible “options” to be investigated. 

 
l) The Highland Building Study Group then condensed the 128 Possible 

Dispositions/User Groups to six “most likely” options.12 Each of these six options 
were developed into “Concept” (a brief explanation of the idea) and “Pros/Cons” 
of the Option.  The six Possible Disposition Options selected are: 

 
i) Option 1: Do nothing on the existing site. 
ii) Option 2: Sell the building to a private party to remain on the existing site. 
iii) Option 3: Demolish the Highland Building. 
iv) Option 4: Leave the building on the existing site and stabilize the exterior to 

“buy time”. 
v) Option 5: Restore the Highland on the existing site to “pre-Umbrella” 

condition. 
vi) Option 6: Full restoration on the existing site for many possible user groups. 

 
3) Cost Study: 
 

a) Each of these six options were budgeted13.  The costs were then incorporated into 
Exhibit H.  Brief comments on the estimated costs: 

                                                 
12 See Exhibit G.   
13 See Exhibit F. 
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i) The budget figures assume Prevailing Wages and a public bidding process to 
accomplish any construction work. 

ii) The figures do NOT attempt to incorporate any inflation, assuming that all 
decisions and comparisons are to be made based upon "today's dollars". 

iii) Figures include design and construction but do NOT include any furnishings 
or equipment. 

iv) As with all "conceptual estimating", the figures are based upon the estimator's 
vision of the scope of the work... the final result can differ substantially if the 
ultimate design decisions do not match that vision. 

v) Note that the "stabilization" scope does NOT include any fire protection, 
whereas "restore to pre-umbrella" does include fire protection. 
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Final Observations: 
 
1) Any disposition of and possible use of the Highland Building, in its present location, 

must address, to the satisfaction of the Carlisle School Committee, the school 
administration and ultimately the Carlisle citizenry, the security and safety of the 
students on campus during the school day. The Highland Building Study Group 
reached this conclusion because of the frequently expressed concerns of the School 
Committee and School Superintendent regarding the potential high security risk 
private tenants could pose to the students and the burden these tenants would place on 
the parking, security and safety of the Carlisle Public School campus. 

 
2) Although the Highland Building Study Group did not completely eliminate private 

building ownership and user groups in this study, we concluded that it was highly 
unlikely that anyone could convince the citizens of Carlisle that placing a tenant who 
is not under the jurisdiction of Town government was an acceptable possible use.  
However, we would recommend a more in depth study be performed by a more 
specifically qualified study group to research the possibility of using the Highland for 
private residences with restricted use (teachers, elderly, those with a vested interest in 
the Carlisle Public Schools). 

 
3) Demolishing the Highland Building might alleviate some temporary operational 

problems and reduce some maintenance costs in the short term but it does not make 
sense in the long term (as supported by the Pro/Con discussion in Exhibit G).  The 
Town needs the additional space. 

 
4) If the Town agrees with our recommendation to “stabilize” the Highland while 

adaptive re-use options are being considered, we project that a separate committee 
would be formed to study the options.  This committee would run concurrent to and 
coordinate its efforts with the Carlisle School Building Committee as they consider 
possible school uses of the Highland Building. 

 
5) If our recommendation is followed, the use of the Highland Building will evolve over 

time.  Initially, the Highland would be preserved.  In the short run, use of the 
Highland may alleviate some school (and/or Town) space problems.  During any 
future construction on campus (if and when approved) the Highland could become 
useful in creating safe space for further school use.  In the longer run, the Highland is 
well placed to be apart from the evolving campus and could be considered for other 
municipal uses. 
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List of Exhibits: 
 
A.  Selectmen’s Charge to the Highland Building Study Group. 
B.  Plans of the Highland Building. 
C.  HMFH November 30, 2005 “Ideal” Program for 800, PreK-Eighth Grade Students. 
D. “Highland Building 1908-2008” as prepared by Dave Flannery. 
E.   John Ballantine 1990 Opinion Poll. 
F.   Highland School Cost Study. 
G.  Concepts/Pros/Cons. 
H.  Decision Matrix. 
I.   Moving the Highland. 
J.   Marie Doyle’s responses to HBSG questions. 
K.  Summary of HMFH’s Highland Comments.  
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HIGHLAND SCHOOL COST STUDY FINAL, 8/3/08
Assumptions

Current pricing, no inflation factors included Abbreviations:
Includes Prevailing Wages, and a pubic bidding process =Gross, Net or just  Square feet
Estimate format attempts to include design and construction =cubic yards

Estimates do NOT include operating costs, or maintenance after construction =Lump sum

Numbering coincides with "options" explained elsewhere in this report QTY Unit Unit Price Total

1/2 These two options would have construction costs of "zero".

3 Complete Building "takedown" demolition
HazMat 1 minor 5000 5000
Takedown Demo 7224 GSF 10 72240
Foundation removal 198 perim 50 9900
fill hole 642 CY 15 9630

subtotal 96,770$        
total with general conditions, fees, permit, bond & contingency 20% 116,124$      

design, construction administration, public bid process 15% 133,543$      

4 Exterior façade restoration/ stabilization for Mothball

strip and reroof asphalt shingles 2800 sf 10$           28000
point and repair chimney (Berquist Proposal 8/7/07 plus 10%) 1 LS 18,150$    18150
repair/replace gutters & downspouts 180 LF 35$           6300
Repair windows, reputty, sash liners, replace broken glass 49 ea 500$         24500
Weatherstrip/repair exterior doors 6 ea 300$         1800
Check/repair foundation if needed 1 allow 2,000$      2000
Exterior cleanup and misc patchwork to avoid being an eyesore 1 allow 2,000$      2000

subtotal 82,750$        
total with general conditions, fees, permit, bond & contingency 20% 99,300$        

Total with design, construction administration, public bid process 15% 114,195$      

5 Level 1 & 2 Restoration… to Pre-Umbrella condition, occupyable 
for "non-accessible", non-public uses
 This non public access ADA “waiver” is removed from the soon to be issued 7th edition
 of the building code so this option would have to be permitted soon.

From above, Level 1 renovations: 80750
ADD Fire Protection:

Excavate, backfill for new system, cistern 1 LS 10,000$    10000
Cistern with piping to building 1 LS 25,000$    45000
Basic, exposed Sprinkler and standpipe system (for future enclosure) 6665 gsf 5.00$        33323
Fire Pump with pad and weatherproof enclosure 1 LS 55,000$    55000
Fire Alarm upgrade & tie in to sprinklers and Fire Dept. 6665 gsf 1.50$        9997

Further renovations:
Heating system repairs,reuse radiation with new efficient boiler 1 LS 12,500$    12500
Plumbing/bathroom renovations, cosmetic , reuse most 1 LS 10,000$    10000
Electrical upgrades 1 LS 10,000$    10000
Rebuild front porch and stairs 1 LS 20,000$    20000
Cosmetic touches, inside & out 1 LS 10,000$    10000

subtotal 296,570$      
total with general conditions, fees, permit, bond & contingency 20% 355,884$      

Total with design, construction administration, public bid process 15% 409,266$      

Continued on page 2

GSF, NSF, SF
CY

LS

This minimal mothballing scope does NOT include any improvement to alarm systems, and front porch 
reconstruction, any heating system upgrades/repairs or any fire protection system… it involves only "envelope" work 
to assure that he building suffers no further deterioration.
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HIGHLAND SCHOOL COST STUDY FINAL, 8/3/08
Assumptions

6/7 Full rehab of the existing building plus construction of small rear addition 

QTY Unit Unit Price Total
From above, Level 1 & 2 renovations: 296,570$      
Completion of renovation, interior

Interior removals for MEP upgrades, finish upgrades 7224 gsf 4$             28896
Remove radiation, install new HVAC system, add to above 7224 gsf 17$           122808
Gut and reconstruct toilet facilities, add to above 1 LS 35,000$    35000
Replace all electrical systems, add to above 7224 gsf 10$           72240
Interior millwork/stair restoration 1 LS 20,000$    20000
New flooring and base 5560 gsf 4$             22240
Interior Finishes: drywall & paint, all disturbed surfaces, & repair/overlay 
all, doors, etc. 5560 gsf 30$           166804
new basement topping slab 1811 nsf 8$             14487
Allowance for structural repairs, seismic 1 LS 25,000$    25000

Exterior façade improvements
Patch/repair/replace exterior wood trim & paint 2505 LF 12$           30055
Strip exterior wall siding, replace with cementitious siding & paint 3694 nsf 12$           44323
Replace exterior doors 7 leaves 1,000$      7000
Refurbish or replace windows 1058 sf 50$           52921
credit for window repairs above -49 ea 500$         -24500

Addition for elevator and stair,,, 18x28
Foundation 92 LF 150$         13800
CMU bearing,shaft and exterior walls 4608 sf CMU 20$           92160
Metal joists and deck with concrete slabs 1008 SF 15$           15120
Slab on grade, with prep 504 SF 8$             4032
Exterior façade, cementitious clapboards,trim to match 1536 nsf 10$           15360
Exterior trim to match 1042 LF 10$           10416
Entry storefront/ vestibule, and upper floor openings 288 SF 50$           14400
Stair, extend to new roof 3 fl 6,500$      19500
New membrane roof, insulated 504 sf 12$           6048
Elevator 3 stop 27,000$    81000
Extend HVAC 1512 GSF 15$           22680
Extend electrical/ Fire alarm 1512 GSF 8$             12096
Extend fire protection 1512 GSF 4$             6048
Interior finishes (walls, floors, ceilings, doors, paint) 783 netsf 25$           19575

Site Improvements 1 LS 50,000$    50000
subtotal 1,296,079$   

total with general conditions, fees, permit, bond & contingency 20% 1,555,295$   
Total with design, construction administration, public bid process 15% 1,788,589$   

8 Connect to Robbins to create accessibility and school use ease
We determined this was not worth pricing because it is less viable than #6 or #7

9 Building relocation... to precede either option 4, 5 or 7. 
New foundation 198 LF 200 39600
Site prep (clear, grade, etc.) 1 LS 10000 10000
New site utilities.. Water line, fire main, electric, gas 1 allow 25000 25000
Chimney demo 1 LS 20000 20000
Reframe due to chimney removal 4 levels 2500 10000
Fake chimney above roof line 1 LS 2000 2000
Building Move, including allowance for damage repair en route 1 LS 135000 135000

subtotal 241600
total with general conditions, fees, permit, bond & contingency 20% 289,920$      

Total with design, construction administration, public bid process 15% 333,408$      

Note:  This estimate EXCLUDES any special systems, furnishings or equipment 
required to fit up the space for school use.

We have informally agreed that multi-tenant housing, assisted living, or retail use would burden the 
already sparse parking situation and be a significant security issue.

Addition would contain stair and elevator to make the building fully useable and accessible, for private 
business, town administrative or school use.






































